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Preface

The idea for Partners in Program Excellence came about when the State
Program Directo* for Industrial Education learned from various industry con-
tacts that poiential employees did not always possess sufficient skills re-
quired ior local jobs. Administrators understood these concemns but knew
that the schools had various problems of their own. Equipment, instruc-
tional materials, and student supplies were badly needed. In some districts,
a substantial drop in new enrollments had resulted in a reduction of the in-
structional force. '

It was clear that schools and businesses wanted the same thing—quality
vocational and occupational training programs that could attract more
students and better prepare them for real jobs in their communities. To
reach that goal, education and industry needed a way to work out mutual
concerns at the local program level. Although many active, dedicated pro-
gram advisory committees had made significant contributions to their local
programs, an improved system was needed to guide their efforts. Fortunate-
ly, the Printing Industries of Florida was willing to lend support for devel-
oping a new system. Representatives from this trade association and from
the Division of Vocational, Adult, and Community Education (DVACE) got
together with the State Technical Committee for Industrial Education, a
statewide advisory group. Over the course of several meetings the Partners
in Program Excellence (PIPE) system was born.

The meetings were an excellent opportunity for educators, state ad-
ministrators, and business and industry personnel not only to discuss the
issues that most affected them but to offer suggestions and solutions for
more effective partnerships. The developers of the PIPE system drew on
these ideas and discussions, incorporating them into a plan to implement a
number of recommendations made by the Florida Commission on Voca-
tional Education. They were particularly committed to laying the foundation
for tangible activities that would keep local advisory committees involved
throughout the life of the training program.

This handbook is the direct result of that commitment. It is designed to
help instructors and advisory committees interact effectively. it is not a
mandated set of procedures but a way to guide the advisory committee
through a plan of action for program improvement.




The Partners In Program Excellence
System

We hear a lot about partnerships these days. The concept of cooperation
between education and business and industry is not new. The Presidential
Board of Advisors on Private Sector Initiatives has estimated that 60,000
business-sponsored activities are currently underway in our nation’s schools.
Virtually every schoci in the U.S. is receiving assistance of somne kind from
at least some members of the local business community. At your own pro-
gram level, you have probably done some work with the business and in-
dustry representatives on your local program advisory committee. Why,
then, do we need the Parineis in Program Excellence (PIPE) system?

Updating vocational/cccupatiorial programs to keep up with advancing
technologies, new business methods, and changing local needs is a com-
plex process that requires a multi-faceted approach. A single business-
sponsored project might ben=fit the program in only one way. An
employer-student banquet, for example, can help students make potential
job contacts, but such public relations efforts will mean little if the students
are not being trained in locally needed skills. On the other hand, industry
participation may result in more relevant training, but will that be followed
up with information and support for job placement? The PIPE system
stresses the importance of local advisory committee involvement in all areas
of program improvement.

The Partners in Program Excellence system is also a model for effective
interaction between you and your committee members. If you have
previously had difficulty organizing group action for maximum gain, you
will welcome the organizational structure provided by the ten PIPE ac-
tivities. Using the system as a guide, your partnership can develop a plan
of action that is tailored to your vocational/occupational program and that
makes the most of the time and talents of everyone involved.

This structure also fosters ongoing participation and brings a sense of
continuity to the program improvement agenda. The developers of the
system recognized the need to review and refine the vocational/occupa-
tional program throughout its existence; the PIPE format is really a network
of activities designed for that purpose. Furthermore, as your committee
membership changes or as you encounter new needs and problems, you
will not have to start back at square one. With the PIPE system, you will
already have an established structure for orienting new members, setting
goals, making decisions, and planning action.

Finally, and perhaps most important of all, Partners in Program Ex-
cellence encourages local action. This means that you, the instructor, and
your program advisory committee members, the people from your com-
munity who best understand the needs of local business and industry, can
work for change at the program level.

@8]




How To Use This Handbook

The Partners in Program Excellence system divides the work of program
improvement into ten activities. This handbook takes you and your advisory
committee through the activities in the following order:

1. Identify the major objectives of the program.

. Develop a public relations and marketing plan.

Plan and implement curriculum.

Determine capability to implement curriculum.

Plan instructional strategies.

Develop procedures for determining the effectiveness of instruction.
Plan student placement strategies.

Assess overall program effectiveness.

Identify and plan needed program modifications.

Submit program progress summary.
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Each activity is composed of four parts leading to a specific plan of ac-
tion which you and your advisory committee will formulate. The first three
parts provide a background that you can cover briefly before developing
your own plan. The four activity components are explained below.

1. Introduction. This describes the activity and explains its purpose
and importance. It is an indication of what you and your committee can
expect to achieve.

2. Suggestions. These are sample tasks, objectives, strategies, and general
considerations offered as possible approaches to the activity. These sugges-
tions were provided by local program advisory committee members, voca-
tional/occupational educators, and various business and industry represen-
tatives during the initial stages of the PIPE system’s development. They are
by no means exhaustive; you will no doubt come up with many more
ideas during the course of your work. They may also not be applicable to
every program. However, they can provide a useful starting point for plan-
ning. You may wish to make copies of the suggestions for committee
members.

3. Developing Your Plan. This is the real heart of each activity—the discus-
sion, decisions, and tasks undertaken by you and the program advisory
committee. The action you carry out is up to you; this section is merely a
guide for organizing your efforts. It offers suggestions for background
raterial to be reviewed and factors to be considered.

Your working plan might begin with some of the suggestions and case
stories or it might be generated entirely by ideas brought up in your
meetings. In either case, as you develop goals and tasks, it will be helpful
if you ask yourselves the following questions for each activity:




¢ What is already established in the vocational/occupational program and
how can the program advisory committee help to improve it?

¢ What new ideas and practices can be brought into the existing program
and how can the committee members help to implement them?

After you have decided on general objectives and approaches to each
activity, you can formulate speciric tasks for achieving your goals. Plan of
Action forms help you organize and coordinate committee actions and
keep track of results. A blank Plan of Action form is provided in Appen-
dix B. Make as many copies of these as you need. The appendix also pro-
vides a sample form, partially filled in to show its use. If you review a
form now, you will see how it provides space to answer the following key
questions for each task:

¢ What will be done?

¢ Why is it being done? What will be achieved by this action?
Who will do it?

When will it be completed?

What are the important follow-up tasks or information?

What are the results of this action?

Once the plan of action for an activity has been implemented and the
goal of that activity attzined, provide a written copy of the results (objec-
tives, events, program changes) to all committee members and, as
necessary, to school administrators. One copy should also be kept in your
program files. These statements will be an important record of your partner-
ship work and useful for periodic program review.

4. Case Story. The stories compiled for this handbook illustrate how
cooperative efforts between educators and strong, active advisory commit-
tees in Florida have resulted in program improvement.

Summary of suggested steps to take for each activity

1. Use the Introduction to each activity to emphasize the activity’s impor-
tance and to indicate its desired result.
2. Review Suggestions and discuss their applicability tc. your program.
3. Review background material (reports, statistics, assessments) relevant to
the activity and your program.
4. Consider the following two key questions:
* How can the committee help to improve what is already in the
program?
¢ How can the committee help to implement new ideas and
practices?
5. Solicit ideas, comments, questions from everyone at the meeting, keep-
ing notes of all suggestions and opinions.
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Use the details of the Case Story to generate discussion about possible
approaches to the activity.

Determine tasks to undertake to accomplish the goal of the activity.
Keep track of tasks and results on Plan of Action form.

Follow up on tasks until their completion.

Make recommendations or reports to school officials based on results
of the activity.

Keep records of completed tasks, decisions, and program changes or
improvements.
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Orientation

The first step in the process is to introduce the Partners in Program Ex-
cellence system to the program advisory committee. The steps listed here
will help you plan an orientation. All the information you will need for
discussion and explanation is in the brochure, the slide-tane presentation,
and the introductory section of this handbook. Transpar<n 'y masters (TM)
are provided in Appendix B to facilitate the orientation.

1. Ask each member to read the brochure.

2. Show the slide-tape presentation. (Optional. Slide-tape sets are available
through regional or state DVACE offices.)

Discuss the objectives of the PIPE system. (TM 1)
Discuss advantages of using the system. (TM 2)
Present the PIPE system activity structure. (TM 3)

Emphasize the benefits to be gained from committee action for program
improvement. (TM 4)

7. Solicit comments and questions.
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Il. Develop a
Public Relations
and Program
Marketing Plan

Iit. Plan and
Implement
Curriculum

IV. Oetermine
Capability to
Implement
Curricutum

V. Plan
Instructional
Strategies

Vi. Develop
Procedures for
Determining the
Effectiveness of

Instruction

VIl Plar. Student
Placement
Strategies

VIll. Assess
Overall Program
Effectiveness

IX. ICentify and
Plan Needed
Program
Modifications

X. Submit
Program Progress
Summary

I. Identify The Major Objectives and Purposes of
the Vocational/Occupational Program

Introduction

The first step in the partnership process is to define the purpose of the
educational program. A clear understanding of what the program should
accomplish will help the advisory committee develop a constructive plan of
action. This activity helps identify the educational objectives specific to your
local needs. When you have completed this step you will have more than
a general statement of the type of training to be provided; you will have
goals for your program and a direction for future activities.

Suggestions

e Provide specialized, up-to-date training in skills needed for work in local
business and industry.

® Serve as a facility for supplementary training and technical updating of
currently employed workers.

® Provide support to develop the abilities of the developmentally and
physically disabled and the economically disadvantaged.

® Develop leadership, social, and employability skills in students.

¢ Encourage student participation in skill events and other vocational
student organization activities.

e Acquaint students with and prepare them to function in the American
free enterprise system.

e Develop in students the written and oral communication skills needed to
obtain a job.

® Prepare students to meet the requirements of licensing and certification
for an occupation, if applicable.

Developing Your Plan

Before identifying objectives for your particular program, the advisory
committee should be aware of the general objectives for the school. Supply
each member with a written copy of these and review them carefully. Your
program objectives should agree as much as possible with those of your
school; avoid contradicting its stated goals.

You can start developing your objectives by focusing on the needs of
focal business and industry. (The committee may want to conduct a
detailed community needs assessment to provide up-to-date information
about the local job market) Your advisory committee members are well
qualified to answer such questions as:

What do local companies expect of new employees in this field?

e Are business and industry hiring program completers? in what numbers?
What can be done to increase that amount?

What specialized skills are most needed in the current job market?
What <kills and individual qualities will employees need for the future?
How can training keep up with advancing technology?

How many new employees will be needed locally every vear?

1
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It is also vitally important to consider the needs and expectations of
students. The committee should discuss the following questions:

e What do students expect from vocational/occupational training?

e What skills wili they need to get work in the occupational area?

e How can the program best teach those skills?

e What help will students need to meet licensing and certification
requirements?

® What measures can be taken to ensure successful completion of the
program?

e What verbal, leadership, and social skills will be needed for successful
employment and how can the program develop those skills?

As you and your commitiee prepare the objectives, keep in mind two
factors.

1. Be sure many of the objectives are stated in terms of student
achievement.

2. Be sure the objectives reflect the needs of business and industry and the
community at large.

When you are satisfied that you have a good set of objectives for your
program, print copies for your files, school files, and for members’ use.
Refer to them often as you take on the activities that follow.

Case Story

Faced with dramatic changes in the local labor market and workplace, representa-
tives of education, business, and industry in Taylor County recognized the need for a
partnership. Industry wanted education to help update current employees in millwright
skills. Education needed industry’s knowledge to plan iraining for future employees.
The BISS (Business-Industry-Government-Student) Advisory Council was organized in
response to these needs.

The goal of the program developed by the council is to provide technician training
that meets the local demand for workers who can build, operate, repair, and maintain
complex manufacturing systems. The goal will be achieved by the realization of several
objectives set by the partnership.
¢ Training will include the state-approved core basics and an advanced technology

curriculum proposed by industry.
¢ Students will receive instruction in leadership, employability, and safety skills.
¢ Technical updating will be provided for current industry workers.
¢ Business and industry will be encouraged to provide incentives for students.

Clearly defined objeci..<s developed by an active partnership have resuited in a
program its planners call “Taylor-mads.” State-cf-the-ant training is made possible by
curriculum input from industry representatives. Some local companies are already
guarznteeing preferential hiring for program completers. For more information, contact
the Director of Vocational Education, Taylor County School District, P.O. Box 509,
Taylor County Courthouse, Perry, FL 32347

12
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Ii. Develop A Pu
Marketing Pian

Introduction

Your committee members with business experience can attest to the
value of marketing. Promotional activities directed to potential students,
local companies, and members of the community are as important to the
success of the program as the improvements you make in it.

Your partnership is an ideal way to carry out student recruitment
strategies. Business and industry members of the advisory committee can
promote the benefits of a career in their occupational field. Instructors can
give information and advice about the program and the school. Working
together, you should be able to answer any question put forth by potential
students and their families.

A good marketing plan should also spotlight your program to potential
employers. This increases the likelihood of job placements for your students
and encourages local companies to offer resources and support. You may
even hear from other business and industry leaders who want to become
involved in your activities.

Finally, media attention and community awarcness of both the program
and ycur partnership reinforce a sense of pride and provide incentives for
continued achievement.

blic Relations and Program

Suggestions

¢ Hold an open house and orientation for guidance counselors and
occupational specialists.

¢ Develop a media campaign to include brochures, posters, and

newspaper, radio, and television ads.

Hoid an open house for prospective students and their families.

Set up a program exhibit and demonstration of student skills in shopping

centers or at county fairs.

Hold an annual banquet where students can meet potential employers.

Publicize student and nprogram accomplishments.

Enlist industry personnel and students in the recruitment process.

Produce a videotape or other audiovisual presentation about the program

and make it available to schools, businesses, and civic groups.

Developing Your Plan

This outline provides three steps for developing a pubiic relations plan
and factors to consider for each area. Solicit a number of suggestions and
ideas for each step. When you have decided on promotional tasks, list
them on the Plan of Action form.

1. Target your audience.
a. prospective students
1) high school graduates who want to continue their education

13



2) employed and unemployed workers who need to upgrade their
skills

3) displaced homemakers seeking new careers

4) people with special needs

5) non-English speakers who wish to enter the labor market

b. the community

1) business and industry people

2) others who will be receptive to program news as determined by
community assessment survey

2. Plan your message.
a. benefits of training and value of successful program completion
b. amount and type of information needed to make informed decisions
about educational opportunities
c. benefits to community
1) more effective use of educational tax dollars
2) future of local businesses and labor market

3. Determine vour resources.

committee member(s) with public relations experience
committee member(s) with writing or video skills

connections with local media

businesses willing to sponsor events

existing school or community events where student and program
accomplishments can be spotlighted

Pongoe

Case Story

The Bay County Marketing and Distributive Education Advisory Committee sponsors
a number of projects for students in the school district’s three high schools. For many
years the committee worked closely with DECA (Distributive Education Clubs of
America) on a holiday project known as “Little World.” Supported by the management
of a local shopping mall and using facilities donated by the committee, marketing
education students sold Christmas gifts to childre, under twelve. The “shoppers”
bought their packages inside a little castle, staffed e:tirely by students. The profits
from the sales went to selected local charities.

Student participation and program visibility have also been increased by the annual
“Free Enwcrprise Breakfast,” an opportunity for students to get together with local
business people. The event, held on the Wednesday before Thanksgiving, has been
sponscred by a local automobile dealership.

As you can see from this story, promotional events such as these bring recognition
to students, school programs and organizations, committee members and activities,
and local businesses. For more information: Director of Vocational Education, Bay
County School District, P.O. Drawer 820, Panama City, FL 32402,

14
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lll. Plan and Implement Curriculum

Introduction

Planning and implementing the curriculum for the vocational/occupation-
al program is one of the most important activities you will undertake in the
Partners in Program Excellence process. Even in programs with established
curricula, the committee members can provide valuable assistance in
reviewing and interpreting the student performance standards and in
identifying additional training competencies that should be included. Their
input is crucial to developing training that prepares students adequately for
the labor market.

Before beginning, it is a good idea to familiarize the members with
certain terms and concepts common to vocational education. Some
definitions are given below to enhance their understanding of the process.
Competency: a description of the ability one possesses when able to
perform a given occupational task.

Curriculum framework: a set of broad statewide guidelines for producing
specific instructional plans in a subject area. Frameworks were developed
to promote a degree of uniformity in curriculum offerings throughout the
state of Florida.

Intended outcomes: a broad statement identifying essential competencies
needed to peiform selected tasks in a subject area. They are specified in
the curriculum framework to develop uniform statewide student perfor-
mance standards and assessment measures.

Student performance standards: a statement which reflects expected
student achievement as related to an outcome of a specific curriculum
framework.

Task list: the duties and tasks performed by workers in a given occupation,
usually verified by workers and/or supervisors. Lists may include an analysis
of the steps, related knowledge, attitudes, performance standards, tools and
materials needed, and safety measures required of workers performing each
task.

Suggestions

e Examine and review in detail the student performance standards and
determine what must be done to implement the instructional program.

¢ Add or delete competencies as needed in order to modify the student
performance standards to meet unique local needs and to fulfill the
objectives of the program.

¢ Develop effective performance measures that constitute mastery of each
competency.

e Establish a logical sequence of instruction.

e Establish time estimates required for satisfactory completion of each
phase of the program.

¢ Develop, review, or select student materials and instructional aids.

15
'8



Developing Your Plan

To reduce the time and workload involved in planning the curriculum,
you can form subcommittees to make reports and recommendations based
on assessments of various background materials. Use the Plan of Action
form to keep track of which members are doing.each review. The
following are suggested subcommittee efforts:

* Program objectives. Review the objectives set in Activity 1. Does the
current or proposed curriculum fulfill the goals of the program?

¢ Curriculum framework and student performance standards. Review the
existing intended outcomes of the program. Does your program conform
to these standards? Are students receiving the training in the competen-
cies listed? Are these standards up-to-date with current industry standards?

Do they meet local employment needs?
¢ Textbooks and instructional materials. Do they represent state-of-the-art

knowledge? Are they effective learning tools?
® Business and industry task lists. What skills are needed for work in the

occupational area? Task lists should be evaluated carefully by the entire
committee and compared to the student performance standards and
curriculum framework.

With this background work completed, the committee should formalize
their curriculum recommendations. Consider the examples listed in the
Suggestions section of this activity, adding concems specific to your own
program. Keep in mind the following factors in planning the instructional
outline:

* Identify the specific objectives of the curriculum, including essential
attitudes, skills, and knowledge.

¢ State outcomes intended to enhance mental process skills such as
creative and critical thinking, decision making, and problem solving.

* State objectives in terms of student performance. Identify specifically
what the studeht is expected to do.

Committee members should have copies of the final curriculum
proposals for further review and refinement. When you present the plan to
school administrators, include a statement explaining the findings and
decisions.

Case Story

This story has been chosen to illustrate the steps an advisory committee can take
when an existing curriculum is not meeting the needs of the local job market. A
boatbuilding program had been operating for over a year at McFatter Vo-Tech in Davie,
training students in woodworking, some fiberglass work, and in building small marine
vessels from scratch. Unfortunately, businesses in the Fort Lauderdale area were
looking elsewhere for workers who knew more aLcut repair and refinishing of yachts
and large boats. The cwner of a large yachting center contacted county vocational

16
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education specialists, hoping to encourage them to make program changes that would

make the training more relevant to a community that was, in his words, “built on the

boating industry.”

With the support of the Broward County School District, a new program advisory
committee was organized (the previous one was more geared to the marine mechanics
program). Members included not only local industry representatives but the Dockmaster
for the City of Fort Lauderdale, the Executive Director of the Marine Industries Aszoci-
ation of South Florida, and the publisher of the Waterfront News, a monthly newspaper
about events and businesses of the area’s waterfront. At their first meeting in
December, 1987, the members began the task of rewriting the curriculum. The steps
they took provide a model for this activity (although it is generally suggested that com-
munity needs assessments be carried out first). They are as follows:

1. Choosing a course name. The choice of a name reflects the direction the course will
take. Furthermore, the name directly affects the attractiveness of the program for
potential students. In this step it was decided what prospective employees were
most needed and what kind of training they would receive. This discussion lad to
consideration of the general program objectives. The course title was narrowed from
the original suggestion, “Marine Trades: Repair and Refinishing,” to the more
specific “Boat and Yacht Refinishing/Repair.”

2. Listing job titles. The committee’s industry representatives named and described the
various entry-level jobs in the boat refinishing and repair field. The discussion then
targeted the local jobs for which employees were most needed. It was suggested
that an assessment survey would yield even greater detail. As head of a professional
group with industry-wide contacts, the Director of the Marine Association was the
ideal person to organize this effort.

3. Niscussing training competencies. The next logical step was to determine what the
is.dustry expects the program completer to be able to do. The Director of McFatter
Vo-Tech led the memuers through an examination of the existing student perfor-
mance standards, assessing each competency for its relevance to the new program
objectives.

4. Developing intended outcomes. The members decided that the best approach to this
would be to form subcommittees for writing new frameworks. This task was divided
according to the particular areas of specialty of each member.

For more information about the progress of the committee and the program, contact

the Director of Vocational Education, Broward County School District, 701 S. Andrews

Ave., Fort Lauderdale, FL 33316.
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IV. Determine Capability To Implement Curriculum

Introduction

Once the curriculum has been set, the next logical step is to examine
the program’s capability to implement it. In this activity, the program
advisory -ommittee evaluates available resources and identifies those that
are needed. This prepares the committee to investigate ways to implement
the curriculum despite a lack of resources. If the facilities, equipment, and
training materials are inadequate, the program will be unable to meet its
objectives.

Suggestions
These sample tasks are provided as preliminary steps for evaluating

resources. The program advisory committee should:

¢ examine classroom, laboratory, equipment and operating supplies,
maintenance support, textbooks and other instructional materials

¢ assess the instructor’s qualifications to teach the skills outiined in the
student performance standards

¢ determine if the student/instructor ratio will permit accomplishment of
instructional goals.

Developing Your Plan
The examinations and evaluations mentioned in the Suggestions section

are a good starting point for beginning this activity. Your plan of action for

curriculum implementation should proceed from assessment reports made
by the committee. If any part of the program—facilities, equipment, texts,
instructors—is found to be inadequate for meeting instructional objectives,
there are several actions that can be taken. As representatives of the local
business community, your committee advisors are uniquely suited for these
tasks.

¢ Seek donations of equipment or materials from local companies, trade
organizations, even CiviC groups.

¢ Arrange for business and industry to provide state-of-the-art upgraded
training for instructors in special sessions or in-service work days.

¢ Fir.d volunteer guest instructors or lecturers for in-school activities.

¢ Organize field trips.

¢ Investigate the possibility of incorporating instructors and equipment from
other programs into segments of your instruction (as in the marketing ed
instructor example of the Case Story).

e Write letters and schedule meetings with school administrators and
county officials to convince them to reexamine budget priorities and
allocate needed resources. The advisory committee will often be far
more effective at this than the instructor alone.
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Case Story

The nursery operations instructor at St. Petersburg Vocational-Technical Institute
had a problem. The Florida student performance standards were geared to large-scale
horticultural production training. The curriculum was more suitable foi a rural vo-tech
center than for an urbanized area like Pinellas County. Local needs called for a
different approach, so the instructor and his advisory committee engineered a retail
garden center program. Together they created a mock-up of a real retail nursery
operation complete with plants, tools, and plant-care products. The program planners
recognized that successful impiamentation of the new curriculum would have to
include more than horticulture training. A marketing education instructor was added to
monitor student progress in sales, merchandising, advertising, inventory control, and
purchasing.

Much of the program’s success can be attributed to the active advisory committee.
The members arranged for the donation of all garden center equipment by local
business. The committee, along with other nursery industry representatives, was also
responsible for proposing extended instruction hours as a way to provide more access
for full-time workers seeking to expand their training. The flexible 7 a.m. to 9 p.m.
scheduling also allows current students to take advantage of part-time empioyment
opportunities.

The implementation efforts have not been limited to advice and donations. The St.
Petersburg program gained a much-needed fence thanks to committee members’
Istters to county officials, proving the worth of a strong committee when resources are
needed. For more information: Department of Agriculture Education, St. Petersburg
Vocational-Technical Institute, 90t 34th St. South, St. Petersburg, FL 33711-2298.
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V. Plan Instructional Strategies

Introduction

As a vocational/occupational educator, your knowledge and experience
will be the most valuable asset in this activity. The goal here is to work
with the program advisory committee to select the best instructional
methods and to determine ways your committee members can help you
implement them. Successful partnership action should result in a training
program that makes the best use of resources, accomplishes its goals in the
allotted time, and utilizes leaming activities designed to meet the needs and
abilities of students.

Suggestions

The instructionai plan you choose will depend on many